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Introduction 


Lieutenants  are  an  integral  part  of  the  United  States  Air  Force  officer 
corps.  They  comprise  roughly  40%  of  all  support  officers.  They  are  given 
more  responsibility  now  than  ever  before,  commonly  filling  positions  which 
previously  belonged  to  captains  and  majors.  They  will  De  the  Air  Force's 
future  commanders  and  generals.  It  is  essential  that  these  Air  Force 
officers  develop  proper  leadership  and  management  skills  early  on  in  their 
careers  so  that  they  may  meet  the  greater  challenge  inherent  in  their  pro¬ 
gression  in  rank  and  responsibility. 

This  paper  attempts  to  paint  a  picture  of  today's  Air  Force  lieutenants 
using  three  different  viewpoints: 

1.  Lieutenants'  comments  concerning  what  they  like  most  and  least  about 
their  jobs  and  their  perceptions  most  often  discussed  and  observed  during  the 
Lieutenants  Professional  Development  Program  (LPDP). 

2.  Lieutenants'  perceptions  as  measured  by  a  variety  of  Organizational 
Assessment  Package  (OAP)  dimensions  and  items. 

3.  The  perceptions  of  subordinates  of  lieutenants  as  Measured  by  CAP 
dimensions. 

Lieutenants'  comments  concerning  what  they  see  as  the  positives  and  nega¬ 
tives  concerning  their  jobs  and  their  perceptions  most  often  discussed  and 
observed  during  the  LPDP  were  compiled  by  the  Leadership  and  Management 
Development  Center's  ( LMDC )  management  consultants.  The  LPDP  is  designed  to 
increase  the  knowledge  and  awareness  of  newly  commissioned  officers  in  their 
development  of  management  skills.  The  LPDP  provides  a  mixture  of  lectures 
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and  experiential  learning  which  focus  on  translating  management  theory  to 
practical  applications.  Emphasis  is  on  understanding  leadership  and  officer- 
ship  concepts,  building  constructive  interpersonal  relationships,  and  devel¬ 
oping  per >un dl  management  skills.  This  emphasis  allows  newly  commissioned 
officers  to  strengthen  their  personal  values  concerning  the  Air  Force  and 
provides  a  foundation  for  further  professional  development. 

The  data  within  the  Organizational  Assessment  Package  data  base  contain 
survey  information  collected  since  January  1979  by  LMDC.  The  109  question 
survey  was  designed  by  the  Air  Force  Human  Resources  Laboratory  to  aid  LMDC 
in  its  mission  to:  (a)  provide  management  consulting  services  to  Air  Force 
conmanders  upon  request,  (b)  provide  leadership  and  management  training,  and 
(c)  conduct  research  on  Air  Force  systemic  issues  using  information  within 
the  accumulated  data  base.  Responses  to  the  survey  range  on  a  scale  of  1  to 
7  where  1  is  typically  negative  and  7  is  considered  positive. 

Method 

The  data  used  in  this  paper  come  from  two  main  sources:  The  LPDP  and  the 
OAP  survey.  Since  1979,  LMDC  has  conducted  the  LPDP  at  selected  Air  Force 
bases  by  invitation  of  the  wing  or  base  commander  to  help  lieutenants,  espe¬ 
cially  those  who  are  supervisors,  gain  pragmatic  insight  into  how  to  fulfill 
their  supervisory  role.  Over  83  programs  have  been  presented  to  more  than 
3500  lieutenants.  During  this  time  period,  our  consultants  have  gathered 
some  general  information  from  these  lieutenants. 

Administration  of  the  survey  is  the  first  step  in  the  consultation  pro¬ 
cess.  The  survey  is  given  to  a  stratified  random  sample  of  the  organization 
to  which  LMDC  has  been  invited.  The  results  of  the  survey  are  an  important 
feature  in  the  assessment  of  the  organization.  The  results  are  handled  in  a 
confidential  manner  between  LMDC  and  the  client.  After  approximately  five  to 


2 


six  weeks  of  analysis,  feedback  of  data  is  provided  to  commanders  and  super¬ 
visors  within  the  organization.  Within  six  months,  the  consulting  team 
returns  to  readminister  the  survey  instrument  as  a  means  to  help  assess  the 
impact  of  the  consulting  process. 

The  data  from  each  consulting  effort  are  stored  in  a  cumulative  data  base 
for  research  purposes.  These  data  are  aggregated  by  work  group  codes  devel¬ 
oped  for  this  instrument.  The  data  may  be  recalled  by  demographics  such  as 
personnel  category,  age,  sex,  Air  Force  Specialty  Code  (AFSC),  pay  grade, 
time  in  service,  and  educational  level.  Through  factor  analysis,  the  93 
attitudinal  items  are  combined  into  20  factors  which  cover  job  content,  job 
interferences,  and  various  types  of  supervisory  and  organizational  dimen¬ 
sions.  For  this  study  13  key  factors  are  analyzed. 

The  data  are  categorized  by  qrade.  Specifically,  lieutenants  are  com¬ 
pared  to  captains  and  then  to  majors  and  above  on  selected  factors  (Table  5 
and  Appendix  C).  Responses  of  subordinates  of  these  officer  categories  are 
also  analyzed  (Table  6  and  Appendix  0).  In  addition,  officer  responses 
(categorized  by  lieutenants,  captains,  majors  and  above)  to  specific  OAP 
items  are  anal /zed  (Appendix  E).  These  items  are  actual  questions  which 
comprise  some  of  the  OAP  factors.  Finally,  further  description  of  the 
factors  and  variables  used  in  this  study  can  be  found  in  Appendix  F. 


Table  1  contains  information  on  the  number  of  subjects  used  for  this 
study.  See  Appendix  A  for  demographic  descriptions  on  these  subjects. 


Subjects 

Lieutenants 

2605 

Captains 

3352 

Majors  + 

2946 

Total 

6903 

Number  of  Supervisors 

Lieutenants 

435 

Captains 

778 

Majors  + 

1464 

Total 

7577“ 
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Results 


The  results  of  this  study  are  presented  in  five  sections: 

1.  Lieutenants'  responses  to  the  questions:  “What  do  you  like  most  about 
your  job?",  and  "What  do  you  like  least  about  your  job?"  (Tables  2  and  3). 

2.  Four  important  perceptions  consistently  observed  during  the  LPDP 
(Table  4).  More  detailed  perceptions  can  be  found  in  Appendix  3. 

3.  A  summary  of  those  factors  where  lieutenants  responded  significantly 
lower  than  captains  and/or  majors  and  above  (Table  b). 

4.  A  summary  of  those  factors  where  subordinates  of  lieutenants  responded 
significantly  lower  than  subordinates  of  captains  and/or  majors  and  above 
(Table  6). 

5.  Career  intent  data  for  lieutenants,  captains  and  majors  and  above 
(Table  7). 

A  detailed  presentation  of  lieutenants'  perceptions  as  compared  to  other 
officers  using  the  OAP  data  base  can  be  found  in  Appendix  C.  Appendix  D 
contains  subordinate  OAP  data,  and  Appendix  E  contains  specific  OAP  item 
data. 

Lieutenants'  responses  to  the  questions:  "What  do  you  like  most  and  what 
do  you  like  least  about  your  job?"  provide  the  potential  for  some  interesting 
analyses.  Following  are  the  most  popular  responses  to  these  questions 
(cateqorized  by  a  key  word(s)),  and  presented  in  order  of  popularity  (Tables  2 
and  3).  Actual  comments  are  presented  as  examples  for  each  general  category. 
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Table  2 


_ What  Do  You  Like  Most  About  Your  Job? _ 

1.  INDEPENDENCE: 

"The  chance  to  make  decisions  and  do  the  job  my  way  and  in  my  own  time." 
"The  freedom  to  make  my  own  decisions  and  to  think  up  my  own  new  ideas." 

2.  RESPONSIBILITY: 

"The  extreme  scope  of  responsibility  and  the  freedom  to  gather  and 
evaluate  technical  data." 

"The  amount  of  responsibility  olus  the  technical  and  management  knowledge 
I 'm  getting." 

3.  PEOPLE: 

"People  I  work  with  are  good  spirited  and  easy  to  *  >r  with." 

4.  VARIETY  OF  TASKS: 

"Each  day  is  different  with  a  new  challenge." 

5.  FLEXIBILITY: 

"There  is  some  flexibility  to  it,  and  I  am  allowed  to  make  up  my  own 
schedule." 

6.  MANAGEMENT  OF  PEOPLE: 

"As  a  young  lieutenant  I  have  the  opportunity  to  supervise  a  large  number 
of  people." 

7.  TECHNICAL  TRAINING  (EXPERIENCE  GAINED): 

"The  chance  to  work  with  state-of-the-art  technology  and  improve  my 
skills  in  the  computer  field." 
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Table  3 


_ _ _  What  Do  You  Like  Least  About  Your  Job? _ 

1.  COMMUNICATION  WITH  SUPERVISOR: 

"A  lack  of  communication  in  the  downward  direction." 

2.  PAPERWORK: 

"A  lot  of  paperwork,  some  seems  redundant." 

3.  LACK  OF  RESPONSIBILITY: 

"Not  enough  responsibility  to  satisfy  me." 

4.  LACK  OF  01 RECTI ON: 

"Not  havinq  any  real  direction  of  where  I  am  going." 

5.  NON  TECHNICALITY: 

"Not  a  technical  job  --  I  feel  some  talents  are  underutilized." 

6.  SHORT  SUSPENSES: 

"Short  suspenses  and  the  typical  paperwork  involved.  Sometimes  action 
items  arrive  at  my  desk  with  suspenses  overdue  or  nearly  overdue." 

7.  LACK  OF  TRAINING: 

"No  easy  (i.e.,  programmed)  training  method  set  up.  Most  of  my  time  is 
spent  watching  others  and  trying  to  learn  --  slow  to  receive  any 
responsibility. " 

8.  LACK  OF  SKILL  EXPERIENCE: 

"Experience  is  a  valuable  asset  in  my  job,  yet  I  have  practically  no 
experience.11  _ _ _ 
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Many  concerns  experienced  by  the  lieutenants  are  often  surfaced  during  the 
LPDP.  Following  are  four  general  perceptions  raised  during  the  LPDP  (Table  4). 


Table  4 

_ Four  General  Perceptions  Raised  During  The  LPDP _ 

1.  Professionalism  is  arbitrary  and  has  taken  a  back  seat  to  careerism. 

2.  Understanding  the  meaninq  and  nature  of  professional  relations  is 
difficult  for  many  lieutenants. 

3.  Lieutenants  are  very  enthusiastic  and  want  to  do  a  qood  job. 

4.  Most  are  motivated  towards  an  Air  Force  career  and  are  very  competi¬ 
tive. 


Table  5  lists  those  key  factors  (13  out  of  13)  where  lieutenants  responded 
significantly  lower  than  either  captains  or  majors  and  above.  It  should  be 
noted  that  the  differences  in  the  data  may  or  may  not  be  due  to  officer  grade 
category.  The  data  are  not  surprising  since  qenerally  the  more  time  an  officer 
has  spent  in  the  service,  the  more  satisfied  that  officer  should  be.  The  LMUC 
data  base  typically  supports  this  concept.  Also,  such  variables  as  aqe,  sex, 

♦ 

career  field,  prior  service,  etc.,  may  be  impacting  the  data.  These  data  are 
intended  as  additional  information  relating  to  lieutenants'  perceptions.  It  is 
the  subordinate  data  (Table  6)  which  more  directly  concerns  this  study,  since 
the  LPDP  is  designed  to  make  newly  commissioned  officers  better  managers  and 
supervisors. 
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Table  5 


Comparison  Table  T n  Which  Lieutenants  Responded  Significantly  Lower 


FACTOR 


Than 

Captains 


Than 

Majors  &  Above 


Job  Performance  Goals 

Task  Characteristics 

Task  Autonomy 

Job  Training 

Work  Support 

Management/Supervision 

Supervisory  Communications  Climate 

Organizational  Communications  Climate 

Pride 

Advancement-Recognition 
Perceived  Productivity 
Job  Related  Satisfaction 
General  Organizational  Climate 


★ 

★ 

★ 

* 


it 


it 

★ 

★ 

* 

★ 

★ 

★ 

★ 
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Table  6  lists  those  key  factors  (12  out  of  13)  where  subordinates  of 
lieutenants  responded  significantly  lower  than  subordinates  of  either  cap¬ 
tains  or  majors  and  above.  The  only  key  factor  that  is  not  significantly 
lower  is  advancement/recognition. 


Table  6 

Comparison  Table  In  Which  Subordinates  of  Lieutenants  Responded 
Significantly  Lower: 


FACTOR 


Than 

Captains 


Than 

Majors  &  Above 


Job  Performance  Goals 

Task  Characteristics 

Task  Autonomy 

Job  Training 

Work  Support 

Man  agement /Superv i s i on 

Supervisory  Communications  Climate 

Organizational  Comm  Climate 

Pride 

Perceived  Productivity 

Job  Related  Satisfaction 

General  Organizational  Climate _ 


★ 

★ 

★ 

* 

★ 

★ 

★ 

* 

★ 

★ 

★ 


Tab-le  7  contains  career  intent  data  for  lieutenants,  captains,  and  majors 
and  above.  Note  that  a  smaller  percentage  of  lieutenants  plan  to  separate  as 
soon  as  possible  compared  to  captains.  Lieutenants  are  much  more  uncertain 
about  their  career  plans  than  other  officers,  however. 
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CAREER  INTENT 


SEPARATE 


Discussion 


Independence  and  Responsibility 

Independence  and  responsibility  are  the  two  most  popular  attributes  lieu¬ 
tenants  see  in  their  jobs.  Having  just  recently  made  the  transition  from 
academia  and  the  various  precommissioning  programs,  lieutenants  are  probably 
pleasantly  surprised  with  the  freedom  and  responsibility  encountered  on 
active  duty.  In  fact,  lieutenants  responded  significantly  higher  than  cap¬ 
tains  on  the  OAP  item,  "To  what  extent  does  your  job  provide  a  great  deal  of 
freedom  and  independence  in  scheduling  your  work?"  Their  responses  also 
heavily  point  to  the  fact  that  they  enjoy  whatever  freedom  and  responsibility 
they  can  get. 

In  a  follow-up  analysis,  we  decided  to  see  if  freedom  and  independence 
related  to  other  supervisory  dimensions.  We  found  that  to  be  the  case.  Lieu¬ 
tenants  who  had  higher  levels  of  freedom  and  independence  were  found  to  be 
stronger  supervisors. 

It  should  be  noted,  though,  that  while  some  lieutenants  are  happy  with 
the  amount  of  responsibility  associated  with  their  work  there  are  many  who  are 
not.  Personal  expectations,  the  impact  that  time  and  experience  have  on  them, 
as  well  as  diverse  levels  of  self-confidence  could  help  explain  why  independ¬ 
ence  and  responsibility  appear  to  be  both  a  strength  and  concern.  Also,  such 
variables  as  age,  prior  service,  and  career  field  may  greatly  contribute  to 
this  dichotomy. 


Training 

Due  to  their  relative  inexperience,  lieutenants  undoubtedly  cherish  any 
job  related  training  they  can  receive.  Indeed,  many  lieutenants  have  expres¬ 
sed  this  opinion  in  their  responses  to  the  question  concerning  what  they  like 
most  about  their  work.  At  the  same  time,  lack  of  training  and  lack  of  skill 
experience  are  a  source  of  concern  to  lieutenants.  Two  items  from  the  OAP, 
Job  Related  Training  and  Technical  Training,  show  lieutenants  to  have 
responded  significantly  lower  compared  to  captains  and  majors  and  above.  It 
would  seem  apparent  that  lieutenants,  being  fairly  new  at  their  jobs,  should 
be  receiving  much  more  training  than  other  officers. 

Communication 

In  another  area,  lieutenants  have  suggested  that  communication  with 
supervisors  is  one  of  the  aspects  of  their  jobs  that  is  most  lacking.  Some 
of  the  perceptions  raised  during  the  LPDP  deal  with  communication  Droblems 
with  senior  officers.  They  are: 

-  Senior  officers  are  not  coaching  and  giving  guidance. 

-  Active  problem-solving,  support,  teamwork,  and  communication  seem  to  be 

lacking. 

Lieutenants  responded  significantly  lower  than  other  officers  on  the  OAP  fac¬ 
tor  Supervisory  Communications  Climate.  Some  note  should  be  made  that  lieu¬ 
tenants  aren't  communicating  with  their  subordinates  as  well  as  other  officer 
supervisors.  Subordinates  of  lieutenants  also  responded  significantly  lower 
than  subordinates  of  captains  and  majors  and  above  on  the  factor  Supervisory 
Communications  Climate. 

Lack  of  Direction  and  Understanding 

Lieutenants  have  recurringly  mentioned  a  perception  of  lack  of  direction. 
As  they  come  on  active  duty,  lieutenants  are  very  idealistic  and  motivated. 
They  are  leaving  an  environment  (college,  technical  training,  etc.)  where 
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they  were  operating  more  as  individuals  than  as  team  players,  working  more 
for  themselves  than  the  organization.  Now  they  are  asked  to  be  a  part  of  the 
team.  As  they  come  on  board,  they  also  suffer  to  some  degree  from  adapting 
to  an  enormous  bureaucracy.  It  is  possible  that  lieutenants  have  not  yet 
come  to  grips  with  the  demands  and  responsibilities  of  working  in  an  organi¬ 
zation.  It  is  apparent  that  they  have  not  yet  "seen  the  big  picture."  If 
some  lieutenants  are  unable  to  visualize  how  their  individual  roles  relate  to 
the  overall  mission  of  their  organization  and  the  Air  Force,  this  could 
explain  their  feeling  of  lack  of  direction.  Some  of  the  perceptions  raised 
during  the  LPDP  could  be  contributing  factors  in  this  problem.  They  are: 

-  Officers  are  more  concerned  about  general  officer  endorsements  than 
they  are  about  the  mission. 

-  Senior  officers  are  not  coaching  and  giving  guidance. 

-  Senior  officers  are  not  communicating  performance  and  professional 
expectations. 

We  have  found  that  lieutenants  responded  significantly  lower  compared  to 
other  officers  on  some  OAP  items  where  lack  of  direction  could  be  a  result. 
These  OAP  items  are: 

-  I  feel  motivated  to  contribute  my  best  efforts  to  the  mission  of  my 
organization. 

-  My  supervision  explains  how  my  job  contributes  to  the  overall  mission. 

-  To  what  extent  are  your  job  performance  goals  clear? 

-  My  organization  has  clear-cut  goals. 

-  My  supervisor  sets  high  performance  standards. 

-  To  what  extent  do  you  know  exactly  what  is  expected  of  you  in  perform¬ 
ing  your  job? 
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Interestingly,  lieutenants  responded  significantly  higher  than  captains  on 
the  item  concerning  freedom  and  independence  in  selecting  one's  own 
procedures  to  accomplish  a  job.  This  may  also  point  to  a  lack  of  direction. 
Teamwork 

Two  of  the  perceptions  raised  during  the  LPDP  indicate  a  problem  with 
teamwork.  They  are: 

-  Active  problem-solving,  support,  teamwork,  and  communication  seems  to 
be  lacking. 

-  Ambiguity,  extreme  subjectivity,  and  lack  of  performance  feedback  are 
fostering  pettiness,  confusion,  distrust,  prejudice,  and  a  lack  of 
teamwork  because  of  the  inflated  OER  system. 

Without  attributing  lack  of  teamwork  to  a  specific  cause,  we  find  lieu¬ 
tenants  to  have  responded  significantly  less  favorably  compared  to  captains 
and  majors  and  above  on  three  OAP  items  dealing  with  teamwork.  These  items 
are: 

-  There  is  a  high  spirit  of  teamwork  among  my  co-workers. 

-  My  supervisor  encourages  teamwork. 

-  Co-worker  relationships  (my  amount  of  effort  compared  to  the  effort  of 
my  co-workers,  the  extent  to  which  my  co-workers  share  the  load,  and  the 
spirit  of  teamwork  which  exists  among  my  co-workers). 

Performance  Feedback 

Two  OAP  items  show  that  lieutenants,  captains,  and  majors  and  above  per¬ 
ceive  the  same  amount  of  performance  feedback.  They  are: 

-  My  performance  has  improved  due  to  feedback  received  from  my  supervisor. 

-  My  supervisor  frequently  gives  me  feedback  on  how  well  I  am  doing  my  job. 
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Retention 


In  the  area  of  retention,  the  Air  Force  is  doinq  fairly  well  with  lieu¬ 
tenants.  One  of  the  perceptions  raised  during  the  LPDP  supports  this.  It  is 
that  most  lieutenants  are  motivated  towards  an  Air  Force  career  and  are  very 
competitive.  Career  oriented  lieutenants  (those  who  will  most  likely  stay  in 
the  Air  Force)  comprise  well  over  half  of  the  total  number  of  lieutenants  in 
the  Air  Force  (57. 3^)-  Career  intent  data  for  lieutenants,  captains,  and 
majors  and  above,  are  supplied  in  Table  7. 

Miscel laneous 

Lieutenants  express  a  great  deal  of  enjoyment  and  satisfaction  with  regard 
to  the  people  they  work  and  come  in  contact  with.  They  enjoy  having  a  variety 
of  tasks  and  flexibility  to  deal  with  these  tasks.  Lieutenants  like  manaqinq 
people  and  material.  Too  much  unnecessary  paperwork  and  short  suspenses  are 
frequent  concerns.  Many  lieutenants  feel  their  technical  skills  are  beinq 
underut i 1 ized. 

Based  on  the  information  researched  in  this  paper,  some  general  conclusions 
may  be  drawn.  Lieutenants  are  given  more  responsibility  now  than  ever  before 
and  have  a  great  deal  of  freedom,  autonomy,  and  flexibility.  They  commonly  fill 
positions  which  previously  belonqed  to  captains  and  majors.  Those  who  have  this 
responsibility  seem  to  enjoy  the  challenges  it  presents.  There  are  some, 
though,  who  feel  their  responsibility  does  not  match  their  potential. 

Now  the  paradox  occurs.  These  same  lieutenants  also  have  a  concern  for  the 
lack  of  direction  they  receive  from  supervisors.  This  could  be  a  result  of  the 
freedom  and  flexibility  they  are  awarded  in  carr/ing  out  their  tasks. 
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Conversely,  the  freedom  and  indenendence  may  be  a  reflection  of  the  lack  of 
direction.  Some  of  the  perceptions  raised  during  the  LPOP,  and  OAP  support 
of  these  perceptions,  corroborate  this.  Also,  as  relatively  new  members  of  a 
large  bureaucracy,  lieutenants  may  need  some  time  to  understand  and  come  to 
grips  with  their  role  in  relation  to  the  overall  Air  Force  mission.  A  major 
segment  of  the  LPOP,  Officer  Development,  helps  to  facilitate  this  learning 
process.  In  the  interim,  supervisors  need  to  be  aware  of  these  perceptions 
and  spend  the  necessary  time  to  help  our  young  officers  adapt  to  their  new 
environment. 

Subordinates  of  lieutenants  are  experiencing  many  of  the  same  problems  as 
lieutenants  themselves.  Subordinates  of  lieutenants  responded  significantly 
less  favorably  compared  to  subordinates  of  cantains  and  subordinates  nf 
majors  and  above  on  twelve  of  thirteen  key  OAP  factors. 

The  data  clearly  indicate  the  need  for  additional  training.  Following 
are  some  steps  which  the  Air  Force  might  consider  as  possible  remedies  to 
this  situation.  It  would  appear  to  be  cost  effective  to  man  the  Air  Force  to 
conduct  a  LPDP  at  "all"  bases  every  12-13  months.  This  type  program  seems 
geared  toward  the  problems  that  exist  among  lieutenants.  Another  alternative 
could  be  to  convince  the  supervisors  and  superiors  of  lieutenants  to  expend 
qreater  effort  and  energy  towards  working  with  lieutenants.  Amonq  other 
things,  this  would  entail  improving  communications  and  feedback  with  lieuten¬ 
ants  and,  in  general  taking  a  more  active  role  helping  them  to  become  better 
manaqers  and  suDervisors.  Another  possibility  could  be  to  review  education 
and  trainino  at  both  ore  and  post,  commissioning  programs  to  insure  it  is 


tailored  to  address  this  situation. 


APPENDIX  A 

Demographics  of  2605  Surveyed  Lieutenants 
(See  Table  1) 


17 


NUMBER  OF  PEOPLE  SUPERVISED 
NUMBER  OF  PEOPLE  APR-OER  WRITTEN 


I 


j 


00  3 


2ND  LIEUTENANTS  1ST  LIEUTENANTS 

NUM  PEOPLE  APR-OER  NUM  PEOPLE  APR-OER 


MARITAL  STATUS 


2ND  LIEUTENANTS  1  ST  LIEUTENANTS 


SUPERVISOR  WRITES  APR-OER 


2ND  LIEUTENANTS  1ST  LIEUTENANTS 


CAREER  INTENT 


D  LIEUTENANTS  1ST  LIEUTENANTS 


ETHNIC  GROUP 


2ND  LIEUTENANTS  1ST  LIEUTENANTS 


APPENDIX  B 

Summary  of  Perceptions  Raised 
During  the  LPDP 


Professionalism  is  arbitrary  and  has  taken  a  back  seat  to  careerism. 


—  Many  officers  are  concerned  more  about  their  careers,  promotion, 
OER's,  and  visibility  than  they  are  about  the  quality  of  their 
jobs. 

—  Senior  officers  are  not  coaching  and  giving  guidance. 

—  Senior  officers  are  not  setting  performance  and  professional 
expectations. 

—  Senior  officers  are  not  setting  good  examples  by  their  conduct 
and  appearance. 

—  Standards  are  not  being  uniformly  enforced. 

—  Mid-level  officers  are  not  willing  to  support  thei*'  junior 
officers  in  making  tough  decisions. 

—  Mid- level  officers  will  not  "rock  the  boat." 

—  Mid- level  officers  are  reluctant  to  take  risks  that  "miqht"  make 
them  look  confrontive  or  oo  aaainst  what  the  commander  might  want 
to  hear. 

—  Active  problem-solving,  support,  teamwork,  and  communication 
seems  to  be  lacking. 

-—  OER  system  is  fostering  a  careerist  attitude. 

—  Officers  are  more  concerned  about  general  officer  endorsements 
than  they  are  about  the  mission. 

—  Ambiguity,  extreme  subjectivity,  and  lack  of  performance  feedback 
are  fostering  pettiness,  confusion,  distrust,  prejudice,  and  lack 
of  teamwork  because  of  the  inflated  OER  system. 
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—  The  present  emphasis  on  combat,  flying  and  HwarriorM  image  is 

surfacing  we/they  animosity  between  rated  and  support  people. 

Understanding  the  meaninq  and  nature  of  professional  relations  is 
difficult  for  many  lieutenants. 

—  No  definition  of  professional  relations. 

—  Very  little  education  and  explaining  of  professional  relations  by 
immediate  sunervisors. 

—  Enforcement  is  arbitrary  and  is  inconsistent  from  command  to 
command  and  from  base  to  base. 

—  Use  of  first  name  is  often  encouraged  by  senior  officers,  or  the 
lieutenants  feel  it  is  all  right. 

---  What  guidance  that  is  given  is  often  originated,  explained,  and 
enforced  by  the  wing  commander.  Mid-level  officers  do  not  echo, 
institutionalize,  and  enforce  these  standards  at  their  level. 

—  Lieutenants  are  the  brunt  of  jokes  demeaning  them  as  officers. 

—  Lieutenants  have  not  learned  or  lack  the  ability  to  effectively 
work  with  senior  NCO's. 

-  The  areas  of  professional  relations  should  be  expanded  and 

strengthened  during  basic  training  and  the  different  phases 
of  NCO  PME. 

—  Company  Grade  Officers  Council  (CGOC)  needs  to  be  strengthened, 
suooorted,  and  qiven  more  quality  command  attention. 

Lieutenants  are  very  enthusiastic  and  want  to  do  a  qood  job. 

Most  are  .motivated  towards  an  Air  Force  career  and  are  very 

competitive. 
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APPENDIX  C 

A  Detailed  Presentation  of  Lieutenants'  Perceptions  As 
Compared  to  Other  Officers  Using  OAP  Data  Base  Factors. 


The  officer  categories  are  rank  -  ordered  from  high  to 
low  with  vertical  1  i r . ^ on  the  right  to  show  statisti¬ 
cally  significant  differences  (as  determined  by  a  oneway 
analysis  of  variance  with  the  follow-up  multiple  comparison 
test).  Each  vertical  line  extends  to  cover  the  officer 
categories  where  average  responses  are  not  significantly 
different  from  each  other.  This  process  is  repeated  in 
Appendices  D  and  E.  Where  vertical  lines  do  not  overlap, 
there  is  a  significant  difference. 
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Majors  + 
Captains 
Lieutenants 


Majors  + 
Captains 
Lieutenants 


Majors  + 
Captains 
Lieutenants 


Majors  + 
Captains 
Lieutenants 


Majors  ♦ 
Captains 
Lieutenants 


Majors  ♦ 
Captains 
Lieutenants 


Mission  Resources 


Job  Performance  Goals 

4.89  I 
4.74  I 
4.55  | 


Task  Characteristics 

5.52  I 
5.36  I 
5.13  | 


Task  Autonomy 

4.99  I 
4.40  | 

4.30  | 


Job  Training 


4.35  j 
4,87  | 

4.50  } 


Leadership  Effectiveness 


Work  Support 

4.79  | 

4.51  I 
4.46  I 


Management/Suoervision 

5.44  I 
5.28  I 
5.16  I 
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Supervisory  Communications  Climate 


Majors  +  4.95  I 

Captains  4.83  j 

Lieutenants  4.77  I 


Organizational  Communications  Climate 


Majors  +  5.08  I 

Captains  4.78  1 

Lieutenants  4.72  I 


Unit  Effectiveness 


Pride 


Majors  +  5.68  I 

Captains  5.49  | 

Lieutenants  5.25  | 


Advancement  -  Recognition 


Majors  +  4.70  | 

Captains  4.48  j 

Lieutenants  4.46  1 


Perceived  Productivity 

Majors  5.87  | 

Captains  5.79  | 

Lieutenants  5.65  ) 


lob  Related  Satisfaction 


Majors  ♦  5.59  I 

Lieutenants  5.27  J 

Captains  5.24  I 


General  Organizational  Climate 

Majors  ♦  5.46  | 

Captains  5.07  J 

Lieutenants  5.00  j 
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APPENDIX  D 


A  Detailed  Presentation  of  the  Perceptions  of  Subordinates  of 
Lieutenants  as  Compared  to  Subordinates  of  Other  Officers  Using 

OAP  Data  Base  Factors 
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Mission  Resources 


Captains 
Majors  ♦ 
Lieuten ants 


Majors  + 
Captains 
Lieutenants 


Majors  * 
Captains 
Lieutenants 


Captains 
Majors  * 
Lieutenants 


Majors  ♦ 
Captains 
Lieutenants 


Subordinate  Responses: 


Job  Performance  Goals 

4.35  I 
4.82  I  I 
4.76  I 


Task  Characteristics 

5.33  | 

5.30  I 
5.15  | 


Task  Autonomy 


4.71  | 
4.35  I 
4.25  I 


Job  Training 


4.68  l 
4.61  I 
4.32  | 


Leadership  Effectiveness 


Subordinate  Responses: 
Work  Support 


4.65  I 
4.59  I 
4.50  | 


i  .  •  I 
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Management /Supervision 

Majors  +  5.35  I 

Captains  5.20  | 

Lieutenants  4,81  1 


Supervisory  Communications  Climate 

Majors  *  4.80 

Captains  4.83 

Lieutenants  4.54  j 


Organizational  Communications  Climate 

Majors  +  4.83  I 

Captains  4.70  | 

Lieutenants  4.49  I 


Unit  Effectiveness 
Subordinate  Responses: 
Pride 

5.42  I 
5.40  I 
5.09  | 


Advancement  -  Recognition 

Lieutenants  4.47 
Majors  *  4.39 
Captains  4.39 


Perceived  Productivity 

5.85  I 
5.80  I 
5.64  | 


Job  Related  Satisfaction 

Majors  *■  5.39  | 

Captains  5.28  | 

Lieutenants  4.97  J 


Majors  + 
Captains 
Lieutenants 


Majors  + 
Captains 
Lieuten ants 
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General  Organizational  Climate 

Majors  *■  5.12  I 

Captains  4.95  I 

Lieutenants  4.74  I 


APPENDIX  E 

A  Detailed  Presentation  of  Lieutenants'  Perceptions  As 
Compared  to  Other  Officers  Using  OAP  Data  Base  Items 
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V201  To  what  extent  does  your  job  require  you  to  do  many  different  thinqs. 
usinq  a  variety  of  your  talents  and  skills? 

Majors  +  5.91  J 

Captains  5.58  | 

Lieutenants  5.32  I 


V213  To  what  extent  does  your  job  qive  you  freedom  to  do  your  work  as  you 
see  fit? 

Majors  +  5.03  | 

Captains  4.47  | 

Lieutenants  4.29  I 


V 2 14  To  what  extent  are  you  allowed  to  make  the  major  decisions  required  to 
perform  your  job  well? 

Majors  +  5.06  I 

Captains  4.63  | 

Lieutenants  4.38  1 


V217  To  what  extent  do  you  know  exactly  what  is  expected  of  you  in 
performing  your  job? 


Majors  + 
Captains 
Lieutenants 


5.31  I 
5.20  | 

4.95 


V216  To  what  extent  do  you  feel  accountable  to  your  supervisor  in 
accompl ishing  your  job? 


Majors  ♦ 

Lieutenants 

Captains 


5.65  | 

5.40 

5.32 
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V221  To  what  extent  are  your  job  performance  goals  realistic? 


Majors  * 
Captains 
Lieutenants 


4.94  | 
4.76  | 

4.62  j 


V226  To  what  extent  do  you  perform  the  same  tasks  repeatedly  within  a  short 
period  of  time? 


Captains  4.32  j 

Lieutenants  4.28  I 

Majors  +  3.75  J 
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V270  To  what  extent  does  your  job  provide  a  great  deal  of  freedom  and 
independence  in  scheduling  your  work? 

Majors  +  4.86  | 

Lieutenants  4.25  | 

Captains  4.15  | 

V271  To  what  extent  does  your  job  provide  a  great  deal  of  freedom  and 
independence  in  selecting  your  own  procedures  to  accomplish  it? 

Majors  +  4.99  | 

Captains  4.33  j 

Lieutenants  4.25  | 


V273  To  what  extent  are  your  job  performance  goals  clear? 


Majors  + 
Captains 
Lieutenants 


5.07  | 
4.92  I 
4.64 


V300  Ideas  developed  by  my  workgroup  are  readily  accepted  by  management 
personnel  above  my  supervisor. 

Majors  *  4.86  ) 

Captains  4.48  j 

Lieutenants  4.35  | 

V312  There  is  a  high  spirit  of  teamwork  among  my  co-workers. 

Majors  +  5.32  j 

Captains  5.05  | 

Lieutenants  4.84  | 


V314  My  organization  has  clear-cut  goals. 


Majors  * 
Captains 
Lieutenants 


5.10  I 
4.94  | 

4.79 


V317  The  goals  of  my  organization  are  reasonable. 


Majors  + 
Captains 
Lieutenants 


5.48  | 
5.20  I 
5.10  | 


39 


V405  My  supervisor  sets  hiqh  performance  standards. 


Majors  +  5.91  | 

Captains  5.68 

Lieutenants  5.61 


V410  My  supervisor  encourages  teamwork. 

Majors  +  5.68  | 

Captains  5.50  j 

Lieutenants  5.36  ) 


V426  My  supervisor  asks  members  for  their  ideas  on  task  improvements. 

Majors  +  5.70  | 

Captains  5.53  j 

Lieutenants  5.35  I 


V428  My  supervisor  explains  how  my  job  contributes  to  the  overall  mission. 

Majors  ♦  5.15  | 

Captains  4.96  | 

Lieutenants  4.81  j 

V431  My  supervisor  helps  me  set  specific  goals. 

Majors  +  4.74  | 

Captains  4.56  | 

Lieutenants  4.44  I 


V435  My  supervisor  always  helps  me  improve  my  performance. 

Majors  +  4.77  I 

Captains  4.69  I  I 

Lieutenants  4.63  | 


V436  My  supervisor  insures  that  I  qet  job  related  traininq  when  needed. 

Majors  ♦  4.93 
Captains  4.86 
Lieutenants  4.85 


V437  My  job  performance  has  impr  ^  due  to  feedback  received  from  my 
supervisor. 

Majors  ♦  4.60 
Captains  4.60 
Lieutenants  4.57 
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V442  My  supervisor  frequently  gives  me  feedback  on  how  well  I  am  doing  my 
job. 

Majors  +  4.50 
Captains  4.44 
Lieutenants  4.43 


V709  Co-worker  rel ationships  (my  amount  of  effort  compared  to  the  effort  of 
my  co-workers,  the  extent  to  which  my  co-workers  share  the  load,  and 
the  spirit  of  teamwork  which  exists  amonq  my  co-workers). 

Majors  ♦  5.54  | 

Captains  5.35  | 

Lieutenants  5.20  | 


V712  Technical  traninq  (other  than  OJT).  The  technical  traininq  I  have 
received  to  perform  my  current  job. 

5.00  I 
4.75  I 
4.50  ’  | 


Majors  ♦ 
Capta ins 
Lieutenants 


APPENDIX  F 

Organizational  Assessment  Package 
Factors  and  Variables 
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811  -  Pride 

817  -  Adfdncement/Recognition 

821  -  Work  Group  Effectiveness  (Perceived  Productivity) 

82?  -  Job  Related  Satisfaction 

824  -  General  Organtiational  Climate 
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